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CHAPTER il

THE ORGANIZATION AND ADMINISTRATION OF
THE CENTRAL INTELLIGENCE AGENCY

CRGANTZATION

The National Security Act of 1947 does not mie detailed pmvisioﬁ for
the organizatlicon xof the Central Intelligence Agency. It provides tgat. the
Agency shall be hesded bya.Dire;tor of Central Intolligence and that he “shall
be azppointed by the President, by and with the adviee and consernt of the Sen-
ate, from among the commissloned officers of the Armed Services or from among

individunle in civilian 1ife".

With one exception, noted bhelow, the Director 1g free to organlzs the
Contral Intelligence Agency ea he choosses and to sppoint to posiilions within
the organizetlon persons of hlis own selection, as well as to ierminate thelr

enployrent without regard for norzmal Civil Service procedurss.

In this chapier we dlscuss the administrailve orgenization of the Central
Intelllgence Agency, leaving for Chapter X, when we have complefed our exami-
nation of the various mctivitieg of the Agerncey, an appraisal of the over-sll

direction of the organlzstlion In relestion to 1is assiznasd mission.

In carrylng out hls itask of organizing the Central Intelligence Agency,
the Dlrector has designated as his Izwedlate oubordinates a Teputy Direclor
and zn Executlve Director*. Aselsting thls directing group In a staif cepaciiy

ere the Interdeparimental Coordivating and Plenning Staff (ICAPS); the Ceneral

* Geperal Order No. 11 of the Ceniral Intelligerce Agency, dated September 14,

1948, which is to become effective shortly, sbolishep the post of Erecuiive
Director. . :
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Counsel who kandles 211 le'sal and lsglelatlve work; the Advisory Cownell, &

i .
1 grall steff which represents the Director in handlipg commnlcoations Intelli-

i
|
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gence mattera; the Executive for Administiation and Manszzicont, In  chargs of

Tirenclal end buigetary matters, edminlistrative aservices, supply e2nd geosral

v
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housokeeplog, personnel and manegeweri advice and surveys; emd the Executive

Tor ZIospectlen mnd Securdiiy, responsible for intermal security pollcles mnd
investigations, phreical security arrensemznls, inspections and eulits. (For

Crgapizatlion Chart as of Jeouary 1, 1949, ssze Arnex No. 5).

; The Interdoparirenial Coordinciing ani Plauning Stars {ICEFS), cooprisirg
bersons nominated by the Deperiments of Stete, hrmy, Navy snd Alr Force, hes

i; \ the primayy responsibility for assisting the Director and ihe ' Intelligence
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Advipory Commlitee wlth reapect to the coordination of lntelligence sciivities.

{Sec Chapter IV).

The other functions of the Central Intelligence Agency mre psrforrsd in

Tive Offices¥, ench headed hy an Asslptant Dirsctor. Thepe ere the Office of
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iR ! Beporte and Estimates (CRE), Offfce of Special Operatiems (080), Office of
. «? | '!. Policy Coordination (OFC), Office of Operatfons (o!)), end Office of Collectlon
‘ I«" ! ‘pod Dleseminatlon (OCD). A chart showlng the ‘parsomel gbrength of the verious
%‘,?lgi : perts of the Ag_a;:tcy sa of December 2k, 1948 1= lgi.van in Anvex No. 6.
Ao

. ;‘l: The responsibilliy of the Central Intelllgence Agency to "correlete and
PN : ‘

; "'1 ; evaluete intelligence relating to the natiornal mecwrlty" ip assigned  to the Lt
E1 ‘:‘; z Office of Reports and Estimates {(ORE), FHowever, as we will_ polnot out h.t_e:_-,
Vel : (Bee Chapters V and VI), & clear distlnctlon bas never been mede within the

* Ve understand thet aince this report was written steps are belng 'I':a.ken to

create a peparate Office of Selentlific Intelligencs.
30

A
M ;15'_L. K

amny
e




. et e e e b o

P it o B

[ "

Office of Reporis and Egtimaies betwsen the duty of corrsleting mational in-
telligence and performing other miscellawneous reporting activities which are

more in the mature of "static® common service functicos,

The ﬁopemting“ services of common concern  which have been assigned tfo

the Central Inielligence Agency ars carried out by three Offices. The Office

. of Special Cperatlons lsresponsible for foreign esplonage and counter-csplensge

{Seec Chapter VIII). The Office of Operations is charged with the exploitation
of domestic contacis for foreig:.n intglligenca, the monltoringof foreign broad-
casts and the exploitation of intelligence information found in forelgn docu-
ments, press and other publicetions (See Chepiter VII). The Office of Policy
Coordination 1s charged with conducting secret operatlions abroad undsy a spe-
clal nmandate from the Nationmal Sccurlty Council vwhich stipulaied that ihe As-
sistent Director, Office of Policy Coordlination, must be nomlpated by the

Secrotary of State, and +ibat his appolntment by the Dirsctor ia subject to

approval by the Natlonal Security Council. This is the only case, as menticned i

sbove, in which the Netional Security Council hes prescribed internal arrange-

mente within the Central Intelligence Agency or limlied the appointlve suthor-
ty of the Director. {See Chapter IX).

The Offlce of Colleciicn zad Disseminatlion combines avaristy of functions,
each somevhat differcntly releted to the over-all mimsion of the Ceniral Tn-
telligence Agemcy. It porforrs siatic services of comnen comcern in that 1%
compllea and calntsins certain blographical, Librery and other refsrence mate-
riale. It 2ls0 parforms a coordinating function in handling intelligence col-

lection requests of the Contral Intelligence Agonecy and the other departients.

Finally, 1t performs sdministrailve Tunctions such aa  the reception and dis-

semination of docurnnta and reporta,. (See Chapter IV),

— .
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' The admipistrative requiremsnts of an organizatlon such ag the Ceniral

Tolelligenve Agency, whilch cerrles oub | oyeri sml ceverlk actlvitles, wexy ol

" which are highly apsclalized, camnnot be expocied te conform to morwal sininds-

1
i - tratlve ypractice. The entlre crgenization 1s, to scmo exitent, affected by

speclel pocurity requirements, snd  these sre particularly difficuli to henile

~ wlth respoct to secret intelligence and related operations.

A ’ 1% ia for these reoasons that we are opposed to proposals for increasing
: the Gegree of administretive centrulization in the Centrel Imtelligence Agcncy®.

In parficular, the administrative problems assocleied with secroi work abroad

i .
%'f; are of such an unconveniional character that they need +to be glven special
R
i .
: trentrent. {See below, regs 116),
! .
i .
4 - Administraiive arrangements which do not at first sight appesr to be ef-

ficient or coonomicel mey be mnecessery in ‘the Central Intelligemce Agency.
Peroonnel requirements for ceriain types of work cannot éonrorm to poroel Civil
i Bervice astandards, and the demonds of security often impose epeciel and unusual

f procedures. This situatlon must be unierstood not only by those r:eaponsible

for the internsl organizatlon of the Centrnl Intelligence Agency but alao by

Congress and the Bureau of the Buiget.

The charge 18 somelimes made that there are too many administrative person- |
o ; nel and thut the Centrel Intelligence Agency orgenization ie top heavy in tals

| respect. The Executive for Administraiion end Mensgement and the Execubive for -
t

: * Generzl Order No. 11 provides for the centrelization under an Exccutlve For

, Administration (former Executive for Adminlstratlon and Mansgement) of all

j budget, services, persomnsl ani mansgement Tunctlons, both overt end covert.
'

This moasure &g, in our opinion, unpound and copirery to the principles

o,
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Inapecticon and Secuxrity together represent a large numher of personnel total-
1ing over 600 ot of a toiel of sbout 3000. This figure dces not include per-

sonnel performing adminisirative functiome in other fa.rta of the organiza‘bion.

However, regardleas of the criticism directed against numbers,criticisx shonid

be properly directed against policles and procedures. (See Chapter X).

The Centrel Inte}ligence Agency eppears to -ha.ve no seﬂoua budgetary
prodlem and is favored by adequate Congresslonal gpupport. The buiget proposalt-i,
as approved by the Dirsctor, are submitted each year with the suthorizetion of
the Natlomal Securliy Council fo the BRureau of the Budget where ihey are
handled Dy one officlal who hag full security clesrance, Then the bulget 1a
eupported belore special sub-ccomiiiecs of the Appropriziions Comuittee of 't.ile
tWo Housen of Congress., ATter approval, arrangemenis are made with the Burean
of the Budget sp thal véarious paz't:s of the buiget are =zpproprisied to cther
departments, Thus, fhere is no official appropristion to the Ceniral Intelli-

gence Agency, but there are a number of separate blenket end unidentified ap-
propriaticns to other deperiments, which act as the vehicles for transmitting

the funds fo the Centrel Inbtelllzence Agency.

Both Congress and the Bureau of the Budget have relrained from examining
in detell the internal werkings of the Central Intelllgonce Agency in order to
deternine the justification for the buiget. It 1= {cpertant tkat such dis-

creilon end  securliy be contimued end thai special trestiment De ascorded.

Howsver, in order to Justify this, it 15 pecessary that the Hationa}l Security
Cowmelil comtinuously assure 1tself se to the proper miaegensnt snd operatlons

of the Central Intelligence Agency, sorving =as the informsd spongor of ihe
‘Agency mni ms the protector of its security.

IRCLASSIFIED

v



RS

T ke
PR TR SR P

LY

————l

PR LI

Ly AR A=A

P . wagr
PR ATh ok Ml b srims A r aksbiydasl bt v

L=s
p—

INT J‘ﬁf{/-yg

- JRCLASSIF

In swmery, we believe that +the present errangsments for handl ing the
difficult question of the budget for the Central Ihtelligence Agency-a,re sound
and thet the Agenscy hao nob been hewpered In carryiog out Its pressnl resnon-

sibllities by lack of funds.

BECURITY

Although there 1s no evidemce of any lexmess In ths administrative ar-
rungements for security, tiere erea number of circumstercss and policles which
detrect from the generel security of the Centrel Intelligence Agency. It is
very difficult to create alsquete security, othsr than rere physical gocurity,
arcund en organizetion which was publicly crested by statute ; e=ploya sbhoui
three thousend individusls, end encompasses a wide variety of msctivities. The
fact thai some of thefe activities are carried on is amatbier of public rocord;
tbe exisience of others end particulerly operating a.e‘t&ils arg highly secret.
Yet, by combining in a single organization & wide variety of activities, the
@ecurity of tho covert activities risks belng cowproulved Ly Lhe lower stend-

erds of seguxrity of the ovaerit ectiviiles, :

In the Washington srea, the Agency dccupies about twenty buildings, all
of whlch can bo resdily identified as bulldings of the Contral Intelligense
Agency. In various cities throughout the United States s+ the reglonal offices
of the Office of Operations conduct their busicess wnler the nams "Ceatral

Intelligence Agency”. Over two thousand individusls publicly identify them-

gelves with the Centrul Intelligence Agency which has unfortunately become

publicized es & secret Intelligeace organizetion.

This securlty problem is an aftermeth of the wartims period, with its

public drematization of espionege and other mecret operetions and e rapid

C (ROASSHED  —
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t\;mcver of personnel. Intelligence has become & sublect of general discus-
sion to which the publicizing of inter-agency rivalries hes contributed. TFor
example, after the Bogota riots in April 1548 there was & pudlic airing before
e Caongresslonal Commitiee of the hendiing of secreb intellligence concerning

developmonts in Colowbla. Damaging dlsclosures were made regarding cerisin

operating details of secret Intelligence activities conducted by the Centrsl .

Intelligence Apency. During the paat ysar, thara havae besn  newspaper ard
wagezine articles concerning the Ceatral Intelligence Ageccy and ite secret

activities e.bx“oad.

Lest furiher incidents of this cheracter occur, every effort should be
made to prevent the public discloswre of secret: informeation relating to the
operations of the Ceatral Tntelligence fgensy. Under the Rational Secmri;e.y
Act (Section 102 (4) (3}), the Director of Central Intelllgence 1o made re-
gponsible for protecting intelligence sources =nd methods fram unanthorized
discloam‘o-. Thals m:‘.a;‘\nt.o- APTRATS t-o glve the Di.rector“ cuthm—‘ity to resist

pressure for diasclosure of secrot Information.

If, however, In his relations with Congress or with other Govermment de-
partrents, the digclosure of secrot Information is souught firom the Director,
end 1if he has any doubt as to whether he should comply, 1t should be established
practice for him to refer the gquesilon to the National Securlty Council in

order that itmay determine wholher or nob disclesure Is in the pudblic Initerest.

Weo bolieve that other siteps can also be takXen toward an  iwprovemend of
decurity. Thore sh;:u:;d. be greater Tflexibllity in the Central Intelligence
Ageacy's  orgenlzatien by dimtingulshing between thoss funciilons which are

written Into the statute and hence are pudblit and those whose exisienca, end

L | ®
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certainly vhc%se operatbions, should remain sacret. The two shouwld be z2dminis-
tratively end functionally separated, and appropriate concealment should be
glven to the seeret activities as discusasd balow. (Seo page 116}.

At thes éme time, & serious endeaver should be mede Lo roverse too pres-
ent un.i‘ortunalte tread wheresin the Central Intelligence Agency finds itaglf
advertised e.l;:aat exclusively ae e secrel service organizeticn. It should be
presented imajtead to the public es the centralized coordinstor of intelligence.
This would help %o cover rathsr then uncover lte secret opermtions. Even with
theas specifl.:c steps, In the lang run only orgenizoatiornal discipline and per-

son2l discretion will insurs secqurity.

PERSONINL |

The Csntiral Intelligenee Agency lebors under & Aifficult personnel prob-
lem, in part {:eca.use & comprehensive intelligence organization such as this
has ext.ramaly“ varied perscans! reguirezents. Tt iz handicapped in meeiing )
them beceuse 5:‘ the aéasit.ive socwurity consliderations which limit recrultment,
the a.nomity‘.vhich should properly be de@ded of & large part of 1ta peraon-
nel, and the ﬁspecial ralationsh.i.ps which need to be malintained w.ith thy other
branches of ttl‘ze Government. It neads persons with highly speclalizsd talents,
es well as persons with broad experlence. It elso requires persconel who are
familier wit.hi the problemy of the egsncies which the Central Intelligeoce

Agency serves end witk which it works,

| ' §

The youth of the orgsnizetion snd the conlitions of change and uneeriainty

wiich have prejrmila& in our central intelligence organization during tas past
1l

few years h.-wé made the tzsk of recrulting end holding personnel even more

difficult.
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FPersons who might octherwise be gqualified and interested in Intelligance
as & caréer have been discouraged Ifrom entering this field or bhave left

it. |

b

On the *{ho&e , morale within the Central Intelllgence Agency is not good.
The chief;rea‘sons appaar to bs uncertainty as to the fubtwre of a careser in in-
telligence, the widespread oriticism of the perfoarmance of the Central Tatel-
ligence Aéency end dlssatiefection wiih lesdership. Among the civilians there
is a re;lizatien that military personnel who coms and gooccupy many of t‘ﬁe key
‘positicns; and emong some of the military personnel there is often discontent
arising frow a lack of interest in intelligence and a Lelief that a towr of

duty in the Central Intelligence Agency will.not lead to Service ajvancement.

Delay in cobteining security clezrances has caused particulay difficulty
| .
In recruiting persemnel. Alihough the security of iis personne}l needs to be
|
bejond question, procsedures and restrictlicne should not be so rigid that secu~

rity 18 obieined only by secrificing talent, imaginatiocn and Initiative.

There 18 & relatively high proportion of Service perscrnel in key posi-
ticas in t‘he Ceatral Intelligunce Agency. Although this figurs hes decroesed
over the 'c;ast. year, Service persomnel still occupy the thres top positimé.
In certa.in: instances, officers heve been acceptsd for responsible positionw
+ho are withcut cdequzte infl_elligcnce experlence or aptitvie. There are the
further d;rawbe.cks that Service personnel are in many cases essigned for a

|
brief towr of duty, preventing comtinuity.

It Is:, of course, irportant thsat highly qualified Service persounsl be In-

|
cluded in responsible positions wheore they can use their particular backgroimd
37
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P and treining, end work for the closer associstion of the Ceatrel Intelligence

jl |  Agency and the Services. However, we believe thef; the proportion. of Service
kY
:

personnel now in key positlens 1s too high.

In our terms of reference, we are estod to submlt our Iindings aad rec-

i . ormendstions as to the "ubilizetion end qualifications of Ceatral Intelligence
Agency persormal”. It ie &ifficwli to ra¥e any swecping Judgzent on this

subject. The Centrel Intelligence Agency is a large, spravling orge.nization'

’f ‘! which cor:binefs Eeny diverse functions and hus correspondingly difficult person-
. ; . nel req‘;iremegztn. Moraover, the organizntlon bas grown fust epd, in gy
% ; ! i| cases, guentity has been atizined at the expense of the quelity of the peréo-n-
; 1 ! ]: nel aelectod.j Meny eble persons have left the organizetion end few qualified
! : !
1

N K ones hevo been ettracied to it, On the higher levelas, quality is uneven and

there sre few peracns who ere outstanding in intelligence work. oo

An appraisnl of the diructling persoonsl of the Central Intelligence Agﬁﬁ-

cy and of gonerel administrative policles goss so much to the hesri of this

Burvey that we reserve diqcussion of these questlons until a lIater chapter.

(Seo Chepter X).

¥ B,

CONCLUSTIONS AND RECOMMENDATIONS

{1} The centralization of all sdministretion ir one office is undesirebie

!:__4;.,.; K

8ince Becrel operatlcas reguire their own separste administratlon.

itk
Ll

(2} The present arrangsments for ha:tdlilng the éifficuit budgeilary ques- h

A

tions of the Ceatral Intellipence Agency are soundly concelved, and the Agency

|
hag pot been hempered In carrying out its present responsibilities by lack of

funds.
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(3) Yo assist the Director In carrying out his stetniory duty of wotect-
ing Intelligencd sourced and methods he should, in cases where the disclosure
of sacret _Mmmtion iz sought from him and hs I bes dpubt = to whother he
shouid comply, refer the. question to the National Secwrity Council fn order
that it :n.a.y determine- vhethgr or not disclosure is In the public iInterest.

{4) Tn the Interest of securlity, the Ceniral Intellipgence Agency chould
increesingly emphasize its dut:;es a8 the coordinator of Intelligence rather
than 1ts secrst iIntelligence activities Iin order to rsverse the present up-
fortunate trend where it firnds itaself edvertised elmost exclusively asa secrst
spervice organizaticn. In this way it can help to cover up rather than to um-
cover the secret operaticns entrusted to 1t.

(3) The placing in key positions of & lerge percentage of military per-
sonuel , reny of them on rele.’give}y short "towr of duly” mesignmwent, tende to
dincourage compotent civillan perscmpel from locklng to emplicoyment in the Cen-

tral Intelllipgence Agency as a cereer.
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